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THE STAFF STUDY

(As a think-plece for getting decisions on problems. )
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'fyou'- ha.vﬁg trouble getting decisions from your

Did you ever stop to think thatkit migh’&h bé due Vto 'bhé wey you
present the problem for solution? If an assistant is to be of maximum
value to his boss, he has to learn to help the boss make sound decisions
with a minimum expenditure of time. Fortunately, the assistant doesn't
have to spend years experimenting to find an ideal method for presenting
problems for sound decisions because one method hes already been proven

successful by experience?ﬂthe staff study.
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Over the years the,staff study has,%g?po;m_ﬁa_ac"w CE A P Y/t R

A 1 gy

gziomgm for problem-solving at the policy level. & Ohe
pasl;n&tpai reason for this is the very nature of the staff-study forma.t)
which requires carefully orgenized thinking in a loglcal pattern. A
good steff paper shows that this approach has been used in the development
of the study; a poor staff peper shows too often the results of trying

to fit a poorly orgenized study into the staff-paper format.

_&,wg,;:u:; ; E‘E@:E} emlgga! is-hes been poe Gn:hﬁ QO .
e/ | cept of the st atudy as an aid.‘t‘:éycle Cel thinking" {or ani-
oot [ cer alf-atudy ne aud ore
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-sound solution to eny probiem, reg%@&ess

"'“‘W"su

requires pr%e"é“é‘ﬂ‘batiom;qf,wg_ formal staff

A or.ngj_l;,_:«-t’fié problem
paper. “The staff-study technique is an ideal "think-piece"” mechanism
for solving problems and presenting soclutions orally or in & memorandum

as well as in a formal staff paper.
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Here is the method for applying gtraight, logical thinking to
a problem end coming out with & sound decision by using the techniques
required by the staff-study formeat.
1. Sfjifi THE PROBLEM
Be sure you have a clear statement of the problem. This is/itall
(It has been sald that a problem well defined is half solved.)
¥hen you get a problem from a nigher echelon, don't be afraid

to go back for more informetion to clerify it, if necessary.

Aiweya-remember—that »~tha.~.pnablammis«mewfcr*mon- by8 ,\,‘,{ ”L’W (,
; xS
Superior not & work assignment- for—yous-~ Don't state the ‘ ,:::M j? Q'

problem as, "study the organization of the 'X' branch end other C:';*bwmi
similer branches and meke recommendations for improvements." E !
The problem may be stated as a mission, such as )“getermine
the best type of orgenization to carry out the 'X' brench's
functions." However, frequently the best and simplest way
is to put the problem in the form of a question such a.s)
"xhat 1s the best type of orgenization for the 'X' branch? iy
You mey find after you have developed &and anelyzed the facts
that the problem isn't quite what you originally thought it
was end should be restated.
Keep the statement of the problem concise and gpecific.

2, Meking ASSUMPTIONS
Assumptions must be based on fact but need not be proven.
Use assumptions only if you need them for a loglcal discusslon
of the problem.
-2m
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3. Gathering end presenting FACTS
Gather all the facts that bear on the problem but present only
the important ones. (Pertinent details can be put in ennexes. )
Resist the temptation to put in interesting informetion that
shows the boss how much work you've done on the problem but
doesn't directly bear on the solution to the problem. If

Huis infovmation

important enough, put,\-ﬂ n a separste memorandum.

i, DISCUSSION of the facts
The discussion section of the study is the place to analyze
the facts in a way that will lead to reasoneble conclusions.
The adventages end disadvantages of alternative courses of
action should be weighed in thinking through the problem, hut
it is not necessary to list them all in the paper.
Sereening 1s as impar tent in discussion as in facts. Inclu;!féa-
s# only pertinent discussion )ﬂﬂig.ccent the facts that have a
definite bearing on the problem and help sell the logical
solution.

5. Drawing CONCLUSIONS
If the paper is short, the conclusions may be Obvious -dnawieddr
ease-a%éy need not be stated. Mﬁshould ~mEon
sive resultf from a reasoned judgment of the effects and
implications of the essential facts pointed up by discussiorb and SLMA.I,J_,

recommepdats b
logleally lead to KM ﬁé%ion'/\%hﬁ the supervisor, showkd—take
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"6. RECOMMENDATIONS for action
Recommendations should provide a clear-cut solution to the
problem and permit a simple approval or disapproval. State

exactly who is to teke the action that is to be approved.

7. COORDINATION of the study
When the boss receives a staff study, he wants to be sure that
i1t represents the views of every component having an official
interest in the problem or directly involved in carrying out

the recommendations. This doesn't mean that the paper should

be diluted to the point of the least common denomingator of

agreement. Dissent can sometimes prove valugble and may lead

to improvements in the paper without changing the basic pro-

pogal for action.

Be sufficiently flexible so that you can yleld on unimportant
details without compromising on principle.
Whenever possible deal directly with those who have suthority

to concur. However, be sure that in developing the study you

have paved the way with others who have sn official interest

in the study.

"~ Remember thet the staff study wes developed to produce clear logical

thinking snd a standard format for formal presentations. As an aid to
sound decision-meking, the use of its format and the techniques
required in its development heve a much broaeder application. Regardless
of the level &t which you operatgfﬁregardleas of whether you are staff or
lingﬁ#you can use the techniques required by the development of a staff

gtudy to your edvantage in solving problems and getting prompt sound

dec i
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